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Such read the ad to which I responded nearly, two years ago', I was 
curious and intrigued by tjje language, "leadership in staff development"., 
"activities for teachers' professional growth." What would this mean? 
What would I do as a teacher center tJ1rec|tor? As .1 accepted the job, thes 
questions .continued in my mind. My days filled with a complexity of tasks 
Tfme for reflection-was rare. .1 turned to my colleagues - other new 
|:eacher* center directors - for support and assistance. Cognizant of my 
own biases, .1 was determined to reach out tO' otfiers who shared the role tc 
further my understandiHTig of the jresponsibilities for leading a comprehensi 
staff development effort. This interest in the roles and responsibilities 
of r.cdcher center directors ciilfnina^ >.ms study now t-o be reported. 



With the increase in teacher centers as forums for staff development, 
new leadership roles have emerged. One such role . is that of director or 
project cQordina^tpr. Typically educators have assurped this responsibility 
without clear role description or definition. T/ie literature on teacher 
centers makes only vague refei^ences to the qualities or characteKstics 
of teacher center .leaders and provides little documentation of activities 
required from those engaging in teacher center leadership. Yet description 
and role definition are necessary if educators taking leadership responsi- 
t)e productive and, feel satisfied with the nature and 
contributions to the teacher center experience. 



bilities are to 
quality of their 



The stuc^y of what happens to new teacher center directors as they 



assume responsibility for teacher center activities has not been undertaker}:^ 
previously. Ho|Mever, several observers of the teacher centers movement 
have commented about directors' roles and responsibilities. 

Roy Edelfelt in a paper, "Critical Issues in Developing Teacher Centers" 
(1980), described the director's position as a "new position in education" 
requiring description and definition. He stated that the job of director 
must be seen and considered as it gets manifested in action situations, that 
typical administrative models are not appropriate for description nor are 
typical teacher educator or teacher, models. He noted that directors seem to 
sense a need for identity as they look at the requirements of the job, the 
expectations one car ies for the Job anH the ^^^^^hiems the job crp^t-es. The 
issues Edelfelt saw need for addressing were: "How can the role of the 
teacher center director be described so that it 

(1 ) is not inflexible? 

(2) makes clear what a director should do? 



(3) justifies la category of/personnel? 

(4) conveys the spirit of the kind of person wanted? 

(5) helps clarify both the role of the director and the 
•rol-e of tl]e policy board?" (p. 18) " / ^ 

In Yarger and Mortens' , Content Analysis of the Fir;;t Teacher Centers 



Program Proposals (1^0) several elements were, high lighi:ed wtiich mi^ht impact 
upon a director's rol 4 

- Almost 4Q% of tl^e proposals described only one 1^ull-ti'me professional 
staff positiori| Which usually carried the title of project director 
or teacher cent^r\ director (p.^11) 

- The 'typical' s^t-iffing plan included one -full-time professional 
assisted by one. fdl^ secretary (p.? 12). 

- Role desci-iptiolis^provided ii^ proposal s^^escri bed the following 
tasks as part df the director's job: ^ ;^ 

A. Manage administrative matters * 
:ervise^s"ta,ff (29.2%) 



(1) SUJ] 

(2) act 



as liaison to other groups and institutions (28.'5%) 
\. .. " . .. • t 



\ 



(3) prtjvVde for dissemination (27.3%) 

(4) preparation of budget (14.5%) 

(5) cortrol of grant funds . 

4, *■ 

B. Control program deve^oiDment and delivery 

C. Oversee day-to-day operations 

D. Work with/for the Policy Board (p. 12) 

Iq summarizing from their findings these authors recommended that improve 
ment^ in the regulations guiding proposal development with respect to the role 
of teacher center staff would be helpful. Because the regulations did not 



address teacher staffing and did not require specific descriptions of roles ' 

and responsibilities problems were forecast for proposal developers. "The 

likelihood of a poorly conceptualized set of role descriptions and 

\ • ! X, 

responsibilmes is high, and lack\ of specificity about staffing can do more ' 

to hamper the productivity of a proposed tea9fier center than most other 
factors" (p. 38). 

Another position taken about te a dier center directors came from Lawrence 
Lezotte in his paper "Teacher Center^: The New Marketplace for Teacher 
Educators? A Resounding Maybe!" (1979|. Lezotte took the ppsition that the 
function of a teacher center director was to link the teaching conmunity with 
the research community. He likened the role o> the director to that of an . 
agricultural extent! on agent and thus specifjed particular aljiilities needed to. 
provide \eadership in both teaching and ^research arenasT To be effective as a 
linking ag&nt, Lezotte said a person mast have 



- the ability to communicate effectively with both teachers 
and researchers, ^ 

- the bap^i^ty to both teachers and p^earchers ^as colleagues, 

- a willingness to listen to teachers, 

• "J 

- an ability to encourage teachers to e'labofatie on their problems, 
heeds and professional ro^e and responsibi li ties' in a non thv-eatpning 
"Tiannor, ' - ' 

- an ability to listen to researchers and help them to communicate 
research products and problems in ways meaningful to teachers, havfe 

: a belief in the legitimacy in teachers' perception^ of the^r needs and 
concerns , ' 



- 3nd anjdbl'Nfy to persuade. teachers thatv^esearch findings may 
be useful and have a colTaborative' orientation to problem solving 

Fleldjj*^ and Hersh in their monograph, "Discovering Teacher Cerrters: 

The No.rthwes't Passage (1979), described what they viewed as trend? fn the 

■ ^ ' ' • . ■ ■ - , " . 

'development of teacher centers. Irj a section entitled "Finding a*suitab1e 

director, coordinator or deve-loper^*-^ authors describe* the problem as ontf ' 

of finding an individual who is "both a crack administrator and a respected 

. classroom teacher", (p. 23). Th4 responsibilities ^f the* director are noted 



as ' 

V 



expert at writing grants • . "f 

- expert at dealing with regulations . 

• - budgeteer . . * " ' . • 

\ . ■ • 

- liaison with other agencies ^ 

- comniunKator with diverse constituents ' - 

- assessment coordinator • . ' . 

- public relations agent - . 

- program developer ^ 

In, related li^etature on staff dpvp-'ipiiiont, some wr i cing has been done 
-oouL ':he roles and responsibilities of staff developers generally. Harris 
(1^80) sugg^tS* that both management .and teaching "competencies are essen^'al 
for staff developers. He say? that collaboration wthih a staff group is 
probably more eff^ve in) leading staff developmerj^ efforts than granting any 
single individual such responsibility. , Among those people in that ^roup the 
following "array of J eadership competencies" were suqqestedi 



t -.Planning 
- Communicating 
' -Conceptualizing 



J '". 



.-Designing 

-Jraining^Implementing - . ^, «r 

- Evafuating (p. l52) - " ' 
In addition the group ^cfiHY^aqJter must show imaginiation, creativity and 

risk-taking potential with open-mindedness and critical analytical 
abilittesl . ' • 

Tracy (1971) in his work related to industrial training programs 
suggest >abili ties related to program development ought td be part of those 

qualities of directors: , ~ 

• * • . • " 

Directors ought to be able to . ** 

- identify training needs 

- analyze job data 

- select aftd write objectives / . ' 

- construct instrumen-^ 
select content . 

1 select training strategie's 
' ' - select training -aide c 

From these writings one would expect leaders in staff development to have 
both teaching and management abilities, to be planners ^ well as evaluators, 
to spend their time working with a body of diverse constituents largely engaged 



w 
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in providing activities related to ±eachers' professional growth, 
assumed. the responsibilities o,-^ di rioting teacher centers theit; tyne 

taken with these task^. *Yet, the descriptions offered are speculative, 

, • ■ ' ' ' i - 




vidjLials 



general and external to the experience of teacher c-entering. What is ' 
presented now is a description from"* directors' own perceptions of their 



job responsiMli ties. 



' Purpose ' * / 

The purpose of this investigation was to gain a better understanding of the 
work of teacher center directoH^by focusing upon directors' perceptions of 
their roles and responsibilities. Such understafiding has come ^through study of 
task identification and time use. Specifically, four questions were investigated 

1. What are new teacher centenr dire\:irors' job expectations? . ^ 

2. How do new teacher center directors Vse their time?* 

3. What are new teacher center directors' frustrations? 

4. What are neW teacher center dirertors' problems? 

*^Methoa ' • 

To answer these questions, a questionnaire wa§ developed and administered 
"tfi a group of new teacher center directors, twenty from federally funded projects 
(197^ starts) pnd ten from projecti funded through other means of-support. 
Clarectors were asked to compl^e-a ieries of open-ended questions designed to 
^ reflect the intentions of the research: 

- What three things do you do that take most of your time? 

- What are three things you feel you ought to.be dding but don't * ^ 
have , time to do? • ' . • * jff 

- When -you became direct6r of your project, what three things did you 
-expect to spend most of your time doing? • 

- What are your ^three biggest concerns or problems? 



^ In additior^ directors were asked to estimate the number of hours per 
week spent on a variety of tasks. A section for general comments was included. 
Directors were a^ asked to include some information about therhselves, their • 
^edu\jational background and prior experiences jn related leadership activities'. . 
Sample: , . , ^ - , . 

Two lists of .teacher Qrfter directors were, compiled for sampling purposes. 
The firs* list was 29 names o^tfrose centers funded through the U.S. Department 
of Education's Teacher Centers Program in 1979: The second list of^ was 
compiledthrVough^the Far West Laboratory for Educational Research and ) 
Development's Teachers' Centef-s pichange and identified those teacher centers 
initiated in 19.79 but not .f5^nded throug^i the federal program. ^11 directors' 
were mailed the questionnaire, a letter 9f introduction and an envelope to 
rot^rn. 'Thirty responses were received; 20 from federally-funded centers and 
ff from non-federal centers. 



1 People becoming 'teacher center clirectors are a^iaN^d lot.' T^e fol lowing 

categories are descriptive of the sample: \ • 

^ , , ' J ' ■ 

Age : 50% between 36 a!pd 45 years- of age ' ' 

33% betweeri 25 afid 35 years «f -age 

• / . ■ 17% oyer 45^j^ ^ ' . 

^ ',. ^ . Sex: 53i females ' . ' . 

47% males ^ ' 

Years in Educatiorr^ 4055^ between 1-5^ and 20 years- in education 
' - 33% between 10 and 14 years in education 

4% over 20 years in education 
- ' " 4% between 1 and 9 years in education 

Hiahe£t_D§a£ee: 60% earned Master'^ Degree ' 
30% earped. Doctorates ' • 

10% earne^ "Bachelor's; Degree 



• - ^ ' . ' . 9 



i - ' ■ k 



In addition direx^tors were asTced to describe th^ job they held prior ' 
t^ assuming teacher center leadership. The job titles ranged from 
classroom teacher to school district^superintendent. ' Six categor^ies of , 
jobsWeemed a|j^ropriate for this description: 

33% - Classroom or Resource Teachers 
. 20% - Administrators , , 

20% - Gollege/University Faculty ' ' 

2031 - Federal Project Manage*^ ^ ^ 
. - 7% •'Teapheri Association Laader^ 
* , 10% - Other. (Curriculum Coor^ators, 

Staff DiBvelopers, e^c.r '• ^ 

While these demographs will aid in the subjective interpretaiion of 

the data, because .of sample size no^ effort was made to analyse the data 

t - • - ■ . " ' ■- • 

by demographic characteristics. >- / 

Analysis : - . - 

A content analysis of the responses to t)ie four open-ended questions was 
conducted by three independent readers familiar and. experienced with content 
analysis procedures. fa(3^ reader was sent the response statements compiled 
and sorted by question and asked to pull from categories that would be 
description of the statements, this profcej^sTwai used «> establish some sense 
of reliability for the categories ,and to counteract possible bias by the 
principle fnvesttfliator. Though directors were asked'^o list three responses 
to each question, some listed moAre than three; others listed few^r*. 



The Categories ; 
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From analysis of responses to the questions six categories emerged: 

Program Development; planning, icoordlnating and 1m|>1ementr 
ing the programs of the Cei^tfeV*; concet*ns £ibout fhe vital 1/ty 
of the program; Interci^t In Inf.luenQliig pollcvnand decision- , 
making in Ipcal- school arenas with rest)ect to^ 1nsierv4ce , j 
practice. * . . . 



i 



Service to Teachers; working directly with teachers 
help them make decisions and solve problems; locating 
and distributing resources and materials; developing 
curricula; responding to Individual requests; being with 
teachers Including classroom observations and demonstra- 
tions. ' 

Administration" - Project Management; securing and allocat- • 
Ing funds and other resources; controlling Center operatlons- 
wlthln pollciy guidelines; planning for the future of the ^ 
Center; grant-writing; providing direction to the organi-'' 
zatlon; recording activities and writing reportjs; compiling 
with regulations; healring complaints; supervlsl/ig pf flee 
Staff; working with Internal and external politics; serv- 
ing the policy board. 



Communications - Public Relations; Informing peop-le .about 
the Center; attending meetings; wirltlng the news1et1^<lr; . " 
visiting schools; attending meetings; answering the phone; y 
answering letters; working with the media; generating public ' 
support fontne- Center. ' - •. ' ' 



V 



sSsmenf^nd^ Eva 1 ua 1 1 on ; finding out what people want; 
Kdentlfying teacheirs' and admlnlstratprs' nd^eds and . 
Itrengths; guaging stalsfactlon and Impact i documenting' the 
.enter,; ^programs. y ■ < 

Growing a^ a Professional Myself ; reading; vlsltlog other 
teacher centers; ref^lecttngt on my own experiences; Jgenerat- =, 
ing creative Ideas; attending regional and Mtiond meetings; 
learning aibout successful practices^ from otsheH sttaff developers. 



Onqe-'t^^se categories were estabTlshdd^data were analyzed byVquestion 
tot determine the relative , extent of pferdeived time involved. ^ 
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Job Expectations : * . . . , 

^ Seventyrtwo separate stjatemqntSjWer?, recorded by directors in response 
to the .question ''What three tKirrgs did you expect to spend most of"your 
time doing?" Gtf'aph 1 indiqates..the distribution' of expectations by the 
relative percentage of each Category of responses to total responses. 



I- 4- 

; I 

^: 



r I 



C l T E A- aiR^ Y 



P(lOfiRAM-IlEVJ:LOI'MEIIT-. 



SE 



ADMIN ?ST* AT 



jC0HMUI|iC/|T«t4S- 



t -\ I 

Iassessment and 




Q%\ 20% I 30%, 40% : 5()% 
Percent of Time 



Graph 1 



Yime Uses^ 
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Minty-thrfee separate statements were recorded by directors when asked 
"What three things do you ' '^at most of your time?" Graph II 
indicates the distpb"" * wtf^^ ^^""^ "^^^ relative p«||^ ntages' 

of each category of ^ « ^JPotji responses. 



Perceived Time Use 
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Ways Time Ought to be Used ; 

Seventy-five separate statements were recorded by directors when 
asked "What are three things-you feel you ought to be doing but don't have 
the time to do?" Graph Ill/indicates t(;ie distribution of responses by the 
relative percentages of each ciftegory S^esponses to total responses. 
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Problems : 

Sixty-eight separate statements were recorded by directors when asked 
"At this point, what are your three biggest concerns or problems?" Graph IV 
indicates the distribution of responses by the relative percentages of 
each category of responses to total responses. 
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Cross-Catedorical Comparisons ; 

To gu^e the perceived frustrations of teacher center directors in their 
jobs, a comparison by question across categories seemed in order. The 
following six graphs indicate the differences in directors' perceptions by 
category and question. 
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. [Viscussion 

i 

The data display just completed could give rise to extensive discussion 
about the implications for preparing staff developers, particularly teacher 
center directors. They could also serv^ as a basis^r dt5Cussior> about \^ 
differences between the. tmagined ?ind the real gobs staff developers do. The 
following observatioiis and insights are offered for future consideration: 



- People undertaking staff development responsibilities come to 
theic jobs with Dreams, with images for working for and with 
teachers, with images. of creating programs which stimulate 
professional growth that is^ both useful and satisfactory. As 
one director wrote^ "I wanted to See the for^jst through the 
trees - to be perceptive, creative and rumina|;ive about staff 
develc^ment as a whole while working with teachers, listening 



P^^ffi'and helping them develop ideas..." Because staff 
a^Tt^rs appear idealistic, the discrepencies between 
expectations and time use may be predictably large in 
J|prtain areas. 

These directors' expectations were different fVom their 
firactices. They expressed almost a sense of surprise in 
their descriptions of the ways^hey spend-their time. In 
statements like, "the politics of this job nearly over-^ 
> whelm me'^ or "why do ^hey (the policy^ board) eXpect me to 
be able to plan a budget? I do well to balance my own ^ 
checkbook;^* the directors expressed awe at the dfijfepencies 
tiiey^htouhter^d when moving from the imagined to the real. 

When looking at the ways directors actually use their time, 
the areas of project administration and communications are 
clesirly the time-takers. One might wonder if this is in 
fact .life nature of the job or if this is part of the 
"feet-Wettir>g" process bec^ause the sampTe consisted of only 
new directors. ' ' \ 

There appears to be no relationship between the problems 
direc'tors have and the amount of addi tional Jtime they feel 
they ought to spend on related tasks. In t)^ area of 
Administration afnd Management, for example, though. directors 
sipend nearly 40% of their time in those tasks, that is also 
the area where they express the greatest number of prbblems.^ 
While they agreed they 9ught to do more work in that area, 
th^ "oughts" were not proportional to the problems^ That 
is the case in all areas. 

The greatest number of "dughts" appeared in the areas of 
"Service to Teachers," "Administration" and "Growing as' a 
Professional Myjflf." One might wonder if /'oughts" could a. 
be interpreted as "wants;" that is, what I feel I oOght to 
be doing more are those things I want to do more. 

There may be .some re^Utionship between prior experiences and 
the area where .problems occurred. In this sample of 
directors 53% came to the job from positions where few 
admini5trative skills were demanded. This may have some 
degree of in^fliience on tiie ^number of problems reported in 
the area of Administration and Management. 

Interesting to note wasHh^it the least amount of time or 
concern was with the area <of Assessment and Evaluation. 
Again, the fact that^hese are new directors^xpressing their 
points of view may have impacted upon the responses in this 
category.*' . 



- -As the readers sorted comments al l remirked abbutv the variance 
in specificity of language use among the questions. While - 
comfnents about expectations and time use were general, \ 
responses to "oughts" and problenis were specific. \ - 

In summary, this study attempted to idejritify broad areas of teacher: 
center directors' roles and res pons ibili ties lifougjpji^ of 
^irectgrsr* perceptions of *he1r expectations, time^pent on activities, / 
frustration' and concerns. Data were described through ceflegories created 
to incorporate statements from open-ended responses. Through thisM'n^lti^l 
inquiry into perceptions of new leaders in a staff i^velopment effort, it is 
hoped^that further investigations into the developmental njiture^of role 
making and taking -especially as it relates to new position^ in staff 
development^ will enterg4. ^ As one director stated, 'Though I feel somet^es 
like^the meat in^ the sandwich^ I love every minute of my job. We fefe^l 
good ^out our Ij^ginning and look forward to seeing the fruits of our ^efforts 
(SounxJs Jike I just made lunch, doesn't it?)" ' . V 
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